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MEMORANDUM FOR: Director of Personnel

SUBJECT : Recruitment of Young Officers

1. In general, I agree with the findings of your staff study
concerning the shortage of younger officers in the Agency. I noted
with interest its statement on page 3, having to do with the
difficulty of developing competent scientific peréonnel at the GS-1ll
and above level and the continuing need, therefore, for outside
recruitment. '

2. 1 do feel, nevertheless, that there will be considerable
value in the long-range future to acquiring through the Junior Officer
Training Progrem promising young scientific perdonnel. Ten a year, I
believe, 18 a sensible number. In this regard, I offer two ccoments:
a) scientific intelligence officers of this Directorate should have a
voice in the selection procedures, and b) same adjustment should be
made to the training program to permit a concentrated attention on the
scientific and technical intelligence mission of the Agency.

oL /s

ALEFRT D, WHEELON
Dsputy Director
(8cience and Technology)
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17 January 1964

MEMORANDUM FOR: Director of Personnel
SUBJECT : Recruitment of Young Officers

REFERENCE : Draft Memorandum for Executive
: Director - Comptroller from Director
of Personnel, same subject

l. The Directorate of Intelligence agrees with the
conclusions and recommendations made in the above reference.
We will be able to absorb the increased number of young
officers earmarked for the DD/I through the JOT Progranm.

The figure, in fact, represents only a portion of our
planned attrition replacements.

2. I would like to comment on your discussion of
the "professional deficit."”

a. It is true that there has been a 'deficit"
in professional positions in many DD/I Offices for a number
of years. We believe that this is to be expected when
professional positions are established at the G8-9 and
above level, but where recruitment usually takes place at
the G3-6 or GS-7 level. With "deficit" defined as a GS-9
position filled by a person G8-8 or below, and recruiting
taking place at the lower grades, you of necessity start
out with 4 ''deficit.'" This is deficit by definition -- not
necessarily an indication that there are large numbers
of unqualified people filling professional positions.

: b. It should be noted that personnel filling
these professional positions are generally professionally
qualified; they need only time in grade to be promoted to
GS-9, at which time they are officially defined as profess-
ional. Only a very small percentage of professional positions
are blocked by personnel who are not qualified by education
and/or experience to move to the GS-9 level and assume ghe
professional label.

———  Approved For Release 2002/08/14 : CIA-RDP84-00780R000500090015-4



Approved For Release 2002/08/14 : CIA-RDP84-00780R000500090015-4

c. The study argues that personnel are not
professionally qualified and therefore cannot be promoted.
It seems to us that the deficit was caused by our recruiting
policies and by a deliberate slowness in promotions. This
manifests itself in the Agency's one grade promotion policy.

, d. One reason for the large 'deficit,' especially
in an oifice such as OCR, is that the journeyman level of
jobs is G8-9. New professionally qualified employees,
seeing that a GS-9 is the highest grade they can expect
without going into supervisory positions, soon start looking
to other offices for assignment where they can go to GS-11
and even GS-12 at the journeyman level. This has the effect
of creating a high turnover rate since most of the attrition
is by G8-7 and GS-8 personnel. This high turnover can
result in a 'deficit."

3. The DD/I will be able to absorb the increased
number of employees through the JOT Program, provided that
there is some corresponding decrease in direct recruiting
through the offices and the Office of Personnel. With the
relatively long period of formal and on-the-job training
of JOTs, close coordination will be required to keep
offices at strength while the enlarged JOT Program is being
initiated, and yet not go over ceiling when the time comes
to absorb the JOTs after they have completed their training.

4. Ve especially endorse the recommendation that
offices participate in the selection of JOTs. Ve believe
that offices would turn increasingly to the JOT Program
if they had more say in the initial selection of candidates
who would eventually come to their particular offices.

5. We believe some consideration should be given to
reviewing the formal training prograa for persons earmarked
for the DD/I with a view to possibly shortening it. This
is especially importaas until offices can count on main-
taining their ceiling through the JOT Program. There
appears to be some duplication in the material presented
to employees coming to the DD/1. PFurthermore, if a system
can be developed so that a specific office of assignment is
determined prior to the beginning of training, we believe
that the training program can be more tailored to the
individual's future assignment. We do not mean to eliminate
a thorough indoctrination to the Agency's organization and
functions. We think this is absolutely essential. But we
do believe that some training may go into too much detail
about how to do work in a particular office, when there is
little immediate or even long-range prospect that the
individual will be assigned to that office. 1 propose that
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the Assistant for Personnel in my office and the DD/I
Representative with the JOT Program discuss this.

25X1

Chief, Administra
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JOT PROGRAM EXPANSION

1. This memorandum outlines the plans and requiréments of the Office
of Training for accomplishing the proposed expansion of the JOT Program
from 150 to 225 JOT's per year, as described in the study submitted by
the UD/S tg the DDCI 13 January 1964.

<« GENERAL

It is expected that the JOT Program will continue to be charac-
terized by:

a. A careful selection process designed to iden{;ify the most
sultable candidates;

bsa A comprehensive training program designed to impart new ‘
knowledge and skills, and to place already acquired knowledge and
skills in the unique context of intelligence mctivity;

c. A short-term career management program which provides each
JOT & reasonably uniform start in the right direction in his pro-
fessional career.

No elimination or diminishing of these factors is contemplated. However,
expansion will place new emphasis upon the directed-assignment principle
in selection and placement of candidates. The JOT Program staff will
modify its procedures accordingly, particularly with respect to the selec-
tion of candidates and the length of time the JOT remains in the Program
before being permanently assigned. As a general rule, receiving components
which require a technical or professional speciallzation as a condition

of eligibility will have a voice in the selection of candidates destined
for them, This will be achieved through joint review of applications by
JOTP Staff and the components concerned, and by Joint interviews when
necessary. Uirected-assignment JOT's, i.e., those earmarked in advance
for u specific career service or component, normally will not remain in

" the Program for more than one year. Thus some budgetary flexibility will
be available to accommodate the cases in which longer periocds of special-
ized or on-the-job training may be necessary.

3. Operating Plan

OTR has developed, in concert with other Offices concerned, an
operating plan for a 225-man JOT Progrem which would tend to equalize
administrative work-loed over the year, make the most efficient use of
recruitment and training facilities, and provide an even flow of trained
professionals into the receiving components. It is based initially upon
the demonstrated ability of the Personnel Recruitment Division to find
qualified applicants in adequate numbers whenever required, and upon the
recent experience of the JOT Program Staff in obtaining candidates from
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the Graduate Schools, from industry and the professions. It appears that
we may not be bound as firmly as heretofore to the academic year calendar
in obtaining recruits. It is proposed therefore, starting in July 196k,
to schedule JOT classes as follows: :

J 1 - Class of TO - 75, composed as heretofore. of
-5 ined for the ID/P, and 25 - 35 to be divided

among the other Directorates. This class would follow

the presently established sequence of Headquarters and

25X1 [ |training and thus would present no problems
of rescheduling on a crash basis.

Qctober 1 - Class of 35 - 40, selected for assignment
in the 'm"?% ID/8 and DD/S&T. This class would receive
Headquarters training substantially as it is offered at
present, with minor modifications in duretion and emphasis
to accord with suggestions from the Directorates, and the

Operations Familiarization training I which 25X1
normally is provided for non-DD/P JOT's.
Janyary 1965 - Class of TO - TS, constituted as in July

. above, to provide trainees for all Directorutes.

April 1965 - Class of 35 - 40, as in October above.

J 1l and thereafter - continued altermation of 75 and
-mn classes as indicated above (See proposed schedule
ltuOhedo)c . )

4. Beopuitwent Agtions

The Persommel Recruitment Division will comtinue its college
recruitment progran as at present, in accordance vwith the academic cycle,
to provide candidates primarily for the January and July classes. The
April and October classes will provide recrultment objectives against which
to process applicents whose awailability is not tied to the school calen-
dar. No serious problems are anticipated; on the contrury, it is expesoted
that the proposed scheduling and composition of classes will permit better
definition of JOT recruitment requirements in terms of nusbers, timing, -
and'qualifications desired. As an aid to recruitmsnt, particularly during
the next few months, the Office of Personnsl and the JOT Progzem staff
will screen the files of applicants who, though possessing good qualifi-
oations, were rejected in the past for such reasous &8s being too young,
imminent draft eligibility, indecision as between Agsncy esmploymsant and
graduate study, eto. Oandidates rejected on such grounds normally are
encoureged to re-apply at some later date vhen the izpediment has been
removed, but it is believed that a positive effort by the Agency to renew
contact may reactivate a number of desiruble applications.

H
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Stress will also continue to be placed on the selection of Qqualified
candidates from among the Agency's on-duty staff. In recent years this has
become an increasingly significant source of treinees and now produces
almost 20% of the JOT''s enrolled annually. . '

Se Budget and Ceiling Requi rements

A 508 increase in the sise of the JOP Program will have a consid-
erable impact on the resources and staff of the Office of Training, par-
ticularly the tmaining staff Headquarters treining elements
wvill be affected, but to a 1 + The budget and ceiling require-
ments of OTR to accommodate the expansion remain substantially as indicated
in the staff study which accompmnied the reference, vith one significant
change; no personnel increase will be required by the JOT starf, but the

. Operations Praining Staff { | vill require five additional instruc-

tors and twa clerks. This arises from a study to determine the recruitment
and treining schedule vhich would be most feasidble administratively for _
the greatest number of Agency elements concernsed. The result was the four-
class schedule outlined above and in Tab D. This schedule, wvhile regulating
the input and output of JOI's in & way most advantageous to both processing
and receiving components lem of overlapping course scheduled
both at Headquarters | l The formal treining for JOT's is
excellent as presently conducted, and to attempt to accommodate an overlap
of courses without additional staff would impair its quality to an unaccep-
table extent. Yet some overlap is inevitable in an expansion of the Program.
I believe the advantages to be gained from a regular alternation of classes
outweigh substantially the cost of the positions required to put it into
effect. In summary, to accommodate the expansion and maintain present
levels of JOT training, the Office of Treining will need:

(1) I_E‘ﬁéam to 290 for FY 1965, and
to 315 for .

(2) staff increases in FY 1965 of 10, as indicated:

Qperstions Traintng iaty |
- instructors clerks

Intelligence fchool - 3 instructors.
(3) Budget adjustments to accommodate these increases:
FY 1965 )
Additional JOT salaries $525,000
Additional staff and other costs 120,000
| Total $675,000
FY 1966 and suceeding years
Additional JOT salaries $720,000
Additional staff and other costs 190,000
Total $870,000
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